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The Cost of Meetings

= Assume for the meeting is any
intferactive time with another person
(telephone, hallway, etc.)

= A common perspective is that on
average 507% of a person's workday is
wasted just due to ineffective
meetings.
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What's Wrong With Meetings?

Too long and Yoo many
Purpose not clear

Don't produce the
intended results

People not prepared
Wasted time is not visible

Used for information distribution

Some people dominate the meeting
Superiors thinking of their own efficiency
No one is managing the conversation
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Assumptions about Meetings

No preparation time is needed
No skill needed to run meeting

No focus is needed on running
meetings better

Meetings are inherently inefficient
Must have meetings.

Holding a meeting is a solution to
everything.
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Purpose of a Meeting

People thinking together
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Definition of a Meeting

A meeting /s a group of people thinking
fogether to forward the fulfillment of
common commitments and accountabilities.

© All rights reserved.




Conducting Effective Meetings

Conversation is a meeting of minds with
different memories and habits. When minds
meet, they don't just exchange facts: they
transform them, reshape them, draw
different implications from them, engage in
new trains of thought. Conversation doesn't
just reshuffle the cards: it creates new
cards.

-- Theodore Zeldin

President of the Oxford Muse Foundation, English
philosopher, sociologist, historian, writer and public
speaker.
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Signs People are Thinking
Together

High percentage of involvement

New ideas
being suggested

High energy
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Meetings as a Set of
Conversations

= One way to look at meetings is as a set of
conhversations.

= Then a meeting's effectiveness could be said
to be a function of our ability to manage the

conhversations appropriate to meetings.

m Conversation Manager: Job is to have the
conversation accomplish its purpose.

= Perceived as neutral.
= Is not involved in the content, only the process.
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Guidelines for Good Meetings

Operate according to the suggested
definition of a "meeting”

Plan (agenda, etc.)

Service: participants as your
customers

Integrity / Time Management
Meeting Roles
Manage the Conversation
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1. Establishing a Meeting

s Create Meefting Purpose

= Create Meeting Agenda
= Identify and Enroll Participants
m Establish Logistics
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Create Meeting Purpose

s Create the Commitment that the
Meeting forwards.

= Example of Commitment: The Story of
the Three Stonecutters
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Actions, Goals, and
Commitments

m An is a movement, something
that is happening (I'm cutting stones)

m A IS a condition that someone

intends to be frue by a specific time
in the future (I cut two stones/day)

= A is a state of being
emotionally impelled (I'm building a
cathedral).
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Examples: Commitments that a
Project Meeting Might Forward

= The project is successful.
= The report is a contribution to its readers.

= Any obstacles to accomplishing the
project’s goals are successfully resolved.

m All our customers are satisfied all the
time.

= Forward the high quality strategy of the
company.
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Create Meeting Purpose

Create the Commitment that the
Meeting forwards.

Create the Intended Results of the
Meeting.

= What is it that we want different at the
end of this meeting that wasn't true at
the beginning of it?"

© All rights reserve d.




Examples: Intended Results
Used in a Project Meeting

= All actual or potential problems that were
known to the participants were listed and
next steps established for each one to
the satisfaction of all participants.

m All obstacles to delivering all the work of
[Project] have been identified and
resolved.

= The group is in agreement regarding the
strategic direction to be taken.

© All rights reserve d.




3. Determine Whether to Hold
the Meeting

Does the potential group of attendees have a
common purpose?

Is there a clear and shared Meeting Commitment?

Are there clear and shared Meeting Intended
Results?

Do the Meeting Intended Results require thinking
together?

Is the cost of the meeting justified?

Will the Meeting Leader and the participants be
adequately prepared for the meeting?
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4. Create the Meeting
Measurable Results

Meeting Measurable Results are the
objective, measurable, visible results
that will be used at the end of the

meeting as evidence that the meeting
was successful.
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Examples: Measurable Results

= All next steps have been recorded as
actions (promises).

= At the end of the meeting the president of
the prospect company said to our
presenter, “That was a great presentation.”

= The group formally agreed on a strategy to
be followed.

m A list of possibilities was generated and a
next step established to analyze them.

= A particular decision was made.

m The prospect agreed to have another
meeting on a specific date.
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1. Establishing a Meeting

Create Meeting Purpose

Create Meeting Agenda

Identify and Enroll Participants
Establish Logistics
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Meeting Agenda Guidelines

Always have one

Establish the Meeting Purpose
Determine time available
Determine agenda items and order
Establish meeting policies
Distribute the agenda in advance
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Agenda

Customer Service Team Meeting

Friday, June 26, 2000:12:00pm — 2:00p
Location: Building 16 Room 1-C

Agenda Version 2

Meeting Purpose:

delighted with our service at all times.

".

Commitment: Everyone who comes in contact with our company is ;

Intended Results: To uncover and resolve all obstacles to extraordinary
customer service among existing customers.

Measurable Results: Everyone at the meeting says they are complete
that all known obstacles have been appropriately handled.

Meeting Leader: Larry Dooley
Meeting Manager: June Cole
Meeting Recorder: Rick Able

Meeting Participants: Customer Service Team

For confirmations and questions, contact Sheila Jones at X2952. Please ‘

confirm your attendance by June 20, 2000.

1. Open Meeting 5 min. 12:00 — 12:05
— Conversation for Background of Relatedness
— Review Agenda
2. Review of Due Promises 5 min. 12:05 - 12:10
What Who Date Due | Yes
Present ABC Report to Sr. Mgmt. Ken June 12 X
Deliver Customer Service Report Form to Jerry Jack June 12 X
Finalize Annual Service Statistics Brian June 12 X
Establish Monthly Status Calls with XYZ Manufacturing Dave May 31




Agenda Item Order

Ease of disposal (easiest first)

Logical order (schedule those that
must be considered first)

Controversy (least or most first, or
mix)
Importance and Urgency
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Importance vs. Urgency

IMPORTANCE
LOW allCly

2

URGENCY
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Consent Calendar

3. Consent Calendar 12:10 - 12:15

Decide Location of Haiday Party | Spotamanslodge [ Low | Figh _
o

* For Low Importance Items
- All items handled with one up (or down) vote

* No discussion (can remove item on request)
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Agenda Item

6. Roles and responsibilities of Customer Service Departments 65 min.  12:40 - 1:45

- Intended Result: Establish a set of roles and responsibilities governing the interaction between the
various teams serving the customer

- Commitment: The Customer Service teams operate in a seamless manner in delivering on the
Customer Service Commitment.

- Conversation: Conversation for Resolving Obstacles

- Presenter: Elizabeth

- Conversation Manager: Henry

- Importance: High

- Urgency: Low

- Preparation: Read Supporting Documents. Survey your department and create a list of past
interaction problems.

- Supporting Documents: Role Statement; Customer Service Dept. (available via the company
intranet at www.asi.com/custsupp/role.doc)
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7. Complete the Meeting 15 min. 1:45 ~ 2:00
- Review Action Items/Promises Generated in This Meeting

ho Date Due

- Determine Agenda Items for Next Meeting

What Presenter | Conversation
Manager |

- Conversation for Being Complete

BACKGROUND INFORMATION

- Unassigned Agenda Items — Future Meetings

- Active Action ltems/Promises

What Date Due




JPL Version of Agenda

Project Core Team
Tuesday December 16, 2008

Location: 126-346

Meeting Purpose:

Meeting Leader:
Meeptinn Mananepr:

Lallmn number:

Agenda Item

Identify and resolve all obstacles to delivering all the warle of Project

Bob Laskin

Gary Blackwood
Ratating
Rotating
Jennifer Gregory

Brief minutes sent to core team at conclusion of meeting
Fosted to A tool by end of day

Hardcopies of agenda, action itermns, and future meetings
Events: IBR, Alignment mtg., Technical Telecon, TFMR, Core Tearn, Planning, and PMR
Elernent, Sub-Element, and Sub-Event= ALL Dates:Previous Wed. to current Tues.,

Docushare lib COL

ERX REH-HEEX Farticipant passcode is ##£8244

Presenter Start Duration End Intended Results

Open
Meeting/Status

Qpen Meeting

Get mentally and physically present. Please turn
all cell phones on silent, Attendance and proxies
identified

Gary Blackwood 3130 0:05 3135

Report on Action Items Due

Repart Done ar Mot Done, Use remaining time

Vickie Brown for any other discussion on the Al's,

Repart From Above

Zhare the status and instructions necessary to

Bob Laskin know fraom above

Recurring
Business- Keep

The Deal

Calendar Coordination
Proj & Core Tearm Cal in MM

Review the praject calendar and core team

_ i _

Jennifer Gregory

Review what's due externally
Doc# !

external deliverables:
15 for next PMR.,

RecDels - near termn status
Dock:

| path.

Greqg Trler -/dels and take steps to update




JPL version - p2

4 @ Everyone on core team says they know what
] {-ﬁ CDR Pref-ation Michael Brenner 9:25 0:15 9:40  |they rmust do for project COR, and actions
Z 3 promises recorded
A}
N . ZE shows an agenda where the topics have been
En
EQRD= System Design Meeting Agenda Michael Brenner 9:40 0:05 2:45 |vetted and will be ready for presentation in the
T oS @|Col , Doc#
LS next 2 weeks
ST o @
& n=:| = o |Risk (COL#: WCCB Preview |[Michael Taylor/ g9:45 0:10 g:58 Risks fCCB topics for this week are announced,
[COL#: )] Gary Blackwood : ) ' Required attendance is clear.
Sumrarize New Actions Vickie Brown 9;55 0:05 10:00 |Reviews the recorded actions,names,and dates
@ . . . Review actions to make sure we're keeping
e Review Future Action [terms Jennifer Gregory 10:00 0:05 10:05 eal dates
(=

uture Meeting Topics

Gary Blackwood

Agree on possible and planned future meetings
and topics

Proy:
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Suggested Meeting Guidelines

Keep your word

Follow the Agenda
= Stick to the topic
= Be concise

One person talks at a time
Listen with an open mind

Everyone is responsible for the success of
the meeting

All supporting materials are distributed at
least 1 week in advance of meeting
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Meeting Roles

= Meeting Leader - "owns" meeting

= Meeting Manager - manages meefting
= Meeting Recorder - records meeting
= Timekeeper - monitor fime

= Agenda Item Presenter

m Agenda Item Conversation Manager
= Participant - responsible for meeting
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Beginning the Meeting

= Introductions (as appropriate)
= Get People Present to the Meeting

= Get People Present to the Meeting
Purpose

= Access brain's creative thinking side
= Review Meeting Guidelines (if
appropriate)
= "New Business” agenda item.
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Reading How a Meeting is Going

= Meetings have ebb and flow.

= Need to be able to read where a
meeting is at any particular point in time
so canh intervene as needed to fulfill the
Meeting Purpose.
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Completing a Meeting

m Conversation for Being Complete
= Suggestions for future topics
= Resolve Parking Lot issues
s Check Measurable Results, Action Items

= Conversation for Appreciation and
Acknowledgement

s Debrief - What worked, etc.
= Thank you's

= Declaration of Being Complete
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4. Improving a Meeting

Immediately after the meeting - major
roles debrief

Declare the Results of the Meeting:
= Were the intentions of the meeting realized?
= What was produced?

Analyze the Meeting Process
= What worked?
s What didn't work?

Next Steps

= What are the next step(s) and who will take
them?

= Any sudqnificcm’r information that should be
recorded?
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5. Follow-Up After a Meeting

= Set some rules for Meeting Manager (or
assistant):

= Actions distributed electronically within
1 day of the meeting

= Similar for minutes

= Announcement of following meeting (if
recurring)

= Record these steps at bottom of agenda
(for reminder)
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Interpretation for Recurring
Meetings

= Consider a Group's weekly standing meeting:

~—[ J—~
A B C D

= Meeting will change the state of the Group - something
should be different at the end of the meeting than at the
beginning

= Meeting can also cause a state change before the next
meeting

= Done via assigned actions, assisted by a culture of closing
actions (relate to as "promise” instead of “try")

= Some things handled better between the meetings:
= "Take it of f line."
= Handle in smaller group and report back.
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Tips (1) - Structure

= Key Features of Every Meeting:

= Room / projector / etc are setup prior to the start
of the meefting

= Hardcopies distributed
= Time is managed - Timekeeper acts as "Big Ben”,

defers to Meeting Manager to manage the
remaining Time.

= Next steps are recorded as promises (what / who /
when) - Recorder

= Meeting ends on time

= Key Follow up
= Promises made - are distributed quickly

= Promises due - are made visible continuously
between meetings
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Tips (2) - For Meeting Manager

= Manage the meeting time firmly

= Be flexible, but protect the end point. Manage to
constraints - the group will be pleased!

m Ask questions
= How can we get there?
= What's missing?
= What could go wrong?
= What are the next steps that we should capture?
= Can you finish your presentation in 5 minutes?
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Tips (3) - Things to do when
the Meeting gets Bogged Down

= Meeting Manager asks questions like:

= In the time r'emaining, what else do we need to do to achieve
the Intended Result:

= Show of hands - who thinks we have we achieved the intended
result of this agenda topic?

Sometimes a point simply needs acknowledgement without agreeing

or disagreeing: "Got it."
Open up conversation when it's stuck: How about....

= How about...This idea?

= How about..We try this for a few weeks and see how it goes?
Make clear requests.

= Will you...? Opens up the possibility for a promise to act.
Manage 1o discrete end points - avoid unnecessary tangents.

= Achieve the Intended Results one at a time.

= Use the agenda to break apart topics intfo manageable chunks.
Don't be afraid to ask the Meeting Recorder to capture an action.
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Tips (4) - Advanced

= For teams with weekly meetings:

= Team rules that apply to that meeting,
such as:

= Ts meeting mandatory or optional? Are alternates
permitted?

= Do decisions hold even if a member is not present?

m Cancellation policy (e.g. "if no agenda sent with N hours,
the meeting is automatically cancelled”)

© All rights reserved.
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Software Tools

= Used by Meeting Manager and Recorder prior
to, during, and after meeting
= Make the meeting more efficient and effective
= Serve the participants -promises made visible to
all parties

= Three web tools used extensively:

Project Status Meeting 5 Meeting
ool Agenda " Minutes Tool

— Read Tool
Automatic © All rights reserved.




Meeting Tools & Benefits

Tool

Description of Web
Tool

Primary Benefit

Project
Status

= Collection, formatting,
automatic distribution
of project status

m Searchable records

= Big time savings for report
preparer

= Group time not spent on
status

= Timely distribution

Action Item

= Online tracking system
for all project actions

= Visible fo managers and
all action item
recipients

= Integrates across all
meetings on project

= Replaces multiple Excel lists
= Reinforces accountability

Meeting
Minutes

m Online record of
agenda, minutes, and
actions

m Searchable records

= Convenient and quick
distribution of minutes

= Automatically populates
Action Item Tool
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Project Status Tool - Input

M. JPLHOME  EARTH  SOLAR SYSTEM STARS & GALAXIES TECHNOLOGY

Status Tool

Jet Propulsion Laboratory
Califarnia Institute of Technology

MManagement

If there 1z more than one paragraph, a "carnage retum” or a "tab" will create a bullet for
each paragraph in the weeldy status report.

& paragraph that starts with two back slashes "W will be translated to a sub header.
When entering a link always start it with "http" and end it with a space.
Curvent Status:

Zoom Text Area

Near-Term Future Plan:

Zoorn Text Area

You may attach files here with captions. JPGs, GIFs, PIGs, and BIMPs will be
displayed as thumbnails,

Attachment 1:

Browse..,

Descniption:




Project Status - Output

i= iE i ag!

Sty
1]

System Enginecring - Michael P Brenner

Current Statis

« Element Temyplate for CDE completed.

« L1 with combmed ECT 1.2.3 recemnved

#» PEE nzks sombbed and added candudates for project bt consideration. Prepanng nzks for CDE,

i

BT o o |
- e FLMe SR

#» 10 COE draft charts due to docuzhare
# 2/ 3 Thennal Peer review

Articulation Control & Elecmronics{ACE) - Lisa A Severs

Current Statiug
« The software team delivered the latest Mechanizm Device Manager software to helped zef it muning u Tezthed

« Significant work by the Electronics, PACE, CCDH and SE teams have gone mto zetting the EICDs and OCDs completed
Consequently the coding for the device manager 15 nemmez completion and the CCTH team 1= set to prezent the device
manager desizm to the user conumuity o zet feedback on the CCDH désizn mnplementation

Elecironics - Bryan J Martin : B i g _I_i m e Savi n gS !

Cicrrent Staliis

© All rights reserved.




Action Item Tool

= More than a list in Excell
= The JPL web-based tool:

= Accepts actions from multiple feams and events.
= Integrates all actions on user's home page.

= Shows manager all actions he/she assighed in
various events.

= Sends reminders to users.
= Produces convenient reports for meetings.

m Result: Dramatic increase in action completion
(across entire project) when compared to
Excel lists alone.
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Action Item - User's View

Jut Prcgrision Labaratang
Do Tuvmi tmitiiwin o Teshos by

Good moming. Gary Blackwood !
You are the assignee of the following "OpenSubiutted” actiog
Due Date color code: Ohver due; Due within one wez

Click on underfined column names for toggle sort

Element Sub Date Due Date Slip Creator  Status
Element Created Count
07/21/2008 12/23/2008 1 Michael Open
{Requester: ) MManagement Brenner
Project to produce an integrated project view
of
the spares state as planned, and post RFA
closure
memo “and’ written closure from RFA
submitter to
Col Action=Board Closure)

Define what an "acceptable level of risk™ is for Core Team 11/25/2008 12/22/2008 Gary Open
CDRs Management Blackwood

Meet with Jim Rose to discuss risk tool Risk 10/03/2008 2 £ Gary Open
terminalagy MManagement Meeting Blackwood
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Action Item Tool - Input Page

Create Action

Select a creator for this action: | ' ~ /|- optional.
Action Item: '
- required
Discreet.
Context/Concerns:

Element: v -required

Stb Element: vl

Event: |ACE - Electronics PDR

Stib-Event: : v

Due Date: ) (mmyvddiyyyy) - required. Notify Assignee(s) automatically: ©Yes ONo
Status: Open ¥ Create Multiple Action Items: OYe

Assigned To: Abakians, Henry

Abbott, Tracey 3

Abdul-Malik, Rukiah S :

| Abramovici, Alexander ¥ - 1‘6{11]11'e(|
B

Abakians, Henry

Abbott, Tracey 3

Abdul-Malik, Rukiah S

Abramovici, Alexander

admin, admin

Attach files: Each file nuist have an extension!

Browse..
Browse...
Browse..

The allowable file tvpes are: Bxcel GIF HIM HIML PG PDF PowerPoint Test

Working Status:
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Action Item Tool - Manager's
Page

You are the creator of the following "Open/Submitted” action item(s):
Due Date color code: Over due; Due within one week 01 24

| Close Checked lems |

Click on Al No. for Detail Click on underlined column names for toggle sort To change status, click on Status field
Al Action Item Element Sub Event Sub- Date Due Date Slip Assignee Status
No. Element Event Created Count
- 12342 Complete the draft schedule for post-CDR reviews and send System Core 11/25/2008 01/13/2009 0  |Michael Open
to Bob and Gary Engineering Team Brenner
2407 Understand why monthly obs profile does not track System 12/11/2008 01/13/2009. 0 |Michael Open
O to the monthly workforce profile and get back with Engineering TFVMR Brenner
Bob, Gary :
- 2413 Update tech perf metrics w/ the current CBE for System : 12/11/2008 01/13/2009 0  |Michael Open
the segment per Jeff Yu Engineering TFMR Brenner
2415 Add info to "progress vs. plans” charts. In System 12/11/2008 01/13/20090 0  |Michael Open
| addition to promise date, add the actual date item Engineering TFMR Brenner
was delivered, and the need date.
- 2420 |Give more context on the code metrics chart. ACE 12/11/2008 01/13/2009 1 Lisa Sievers Open
Include the plan to show progress vs. plans. TFMR
2445 Summarize @ the Special Topics Meeting the template for Product Core 12/16/2008 01/13/2009 0 MichaelD Open
O the HRCR & SRCR Forms for the different types of Assurance Team Taylor
hardware.
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Action Item - Output Page
Used by Recorder in Meetings

2363 Make an xIs list of chart | System Michael 12/08/2008
titles and purpose of Engineering Brenner
each for the ACDR and
send to core team

Do a sensitivity impact [System Michael
study on the isolator Engineering Brenner
location on the core

structure (and present at

a tech telecon)

| Update the "Missed
Rec/Del" Table and
send to Bob for PMR.

Confirm the contract

release date for CGH

and verify that the task [Jeffrey J

is in the schedule and Cornish]

confirm with Gary B. [Serge
Dubovitskvl

Resulits:
siDramaucinecrease innimely/ Completion

sE@SLErs cultire off Reguests/Promises/Completion
© All rights reserved. 59




Meeting Minutes

JPLHOME  EARTH  SOLAR SYSTEM  STARS & GALAXIES  TECHNOLOGY

Ny Meeting Minutes

" Jet Propulsion Laboratory

Californio Institute of Technology

—rore | s oo [ e ]

Create
Meeting Date: 0171072009 |- required.
Meering Titla: 1
Creat a new Meeting Tidle: | ; : ; : |
I both the title (required) fields above are filled, the system will accept the new title you entered

Agende: (The "Editor” boxes below are compatible with the followng browsers:
Windows: Netscape 7.2+, IE 6+, Firefox 1.5+, MacO3; Firefox 1.5+, Zafar)

A-SiE|=#®=|B 1 U a¢| | — | % x| Q6

Notes:
A== E| B I — | % x| Q0

Action ftem Task Dascription: Select assigneafs):

Abakians, Henry
| |Abbott, Tracey 5
Ahdul-Malik, Rukiah S
| [Abramavici, Alexander
~||admin, admin

Due Date:

welect a creatar for this action:(optional)

|




Meeting Minutes - Output

Record Ko, Dleeting Title Mlesting Date  Representative
163 CCEMW aver Meeting OLOE200% Jermifer Gregory O1E2009
Agenda

See COL
Notes
Step 2 CHs

L2 5VP, Childs: Retmn lor another step 2 pending the approval of the L1 frst
L2 ERD Changes for Eev. B, Farguion: AFPROVED

Step 1 CH=

Fak Reduction, Farks Proceed to step 2 on L1509 pending AT closures
remanmng F Y009, Parks: Proceed to step 2 on 12209 pending meetng w0 Bob on fnancial mfe
L2 PSED clean up, Ereda Not covered today, renun for step 1 on 171509
Pregect plan |.":|.|:1,3=- regcope for plan F, Blackwood Proceed to step 2 on 115009

Wavers

clearance to vacuam chamber, Beaty Waver approved pending Hamilton's veview of the mode]
EM-class temperabre requeements, Beatty AFFROVED

bondine resstance, Beatty Waiver approved pending emails fremn Tavior and hora

Eelated Action Iremiz)

Task Descripnion Element Event Diaie Creator Due Date Stams
Created
T (TR rsk reduction)Eewnew the OLDE2005
schedual
beagiz (brodoen out | days) that pethies the
?ih‘l.u_,-s 'hr',':ﬁ requested 1n the CR and et
back o
Bob and Gary

Gy DUSEO09 Open o o Parks Gregory
Elackwood P Tiler

g (CR. nisk reduction)Prowde

rnpacts to Metrodogy

Gy s e e o G dopagiion | Result: Vioreeliow threugh fifem meeting
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Summary

Ensure people think together.
Deliver net value to the participants.
Plan and be prepared.

Operate with integrity.

Separate context and content
management.

Manage the conversation.
Keep improving.
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Suggested Next Steps

= Pick one meeting you manage and
commit to improve it.
= Create a Meeting Purpose.

= Create a Meeting Agenda (suggest use one
of the Meeting Templates).

= Conduct the meeting using these
principles and tips.

= Get feedback.
= Improve the meeting until it hums.
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For Further Information

= Give card to Ivan if you want:
= Copy of this presentation.

= Free access to on-line library of 23 articles
on Conducting Effective Meetings, including
a downloadable Meeting Template (includes
free monthly e-newsletter).

= Contact Gary for more information
about meeting software tools.
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